Motivation: A Diagnostic Approach

( Existing approaches to motivation have the following erroneous assumptions: All employees are alike, all situations are alike, there is one best way.

(The relatively new approach of Expectancy Theory is the most comprehensive and useful approach to understanding motivation.  

Assumptions of Theory: 

1-Behavior is determined by a combo of forces in the individual and forces in the environment (ie…individuals come to an organization with their own psychological baggage and the environment provides structure to influence them.)

2-People make decisions about their own behavior in organizations

3-Different people have different types of needs, desires and goals

4-People make decisions among alternative plans of behavior based on their perceptions of the degree to which a given behavior will lead to desired outcomes

(People are motivated depending on the situation they are in and how it fits their needs

Three Basic Concepts of Theory:

1-Performance-Outcome Expectancy: Each behavior has associated with it, in an individual’s mind, certain outcomes (rewards or punishments) obtained from the environment (from supervisor) or from the individual (feeling of accomplishment)

2-Valence:  The value of each outcome to the individual.

3-Effort-Performance Expectancy:  The probability of success.

(Motivation greatest when individual believes the behavior will lead to outcomes, these outcomes have positive value, and the individual believes he is able to perform at the desired level

Implications for Managers:

1-Figure out what each employee values

2-Determine what kind of behaviors you desire

3-Make sure desired levels of performance are reachable

4-Link desired outcomes to desired performances

5-Analyze the situation for conflicting expectancies

6-Make sure changes in outcomes large enough to motivate significant behavior

7-Check system for fairness

Implications for Organizations:

1-Design of reward systems: seniority vs. merit based, let reward system be known…if no one knows the pay to performance relationship they cannot form expectancies

2-Design of Jobs and roles: design jobs which enable people to fulfill their needs and makes choices about the kind of work they do

3-Importance of group structures: Important to have rewards around group as well as individual performance

4-Supervisor’s role: Define clear goals and expectancies

5-Measure motivation with standard questionnaires

6-Individualize organization so employees have choices

The Self Perception of Motivation

(A person is motivated by external and internal forces…intrinsic vs. extrinsic motivation  

(A negative relationship exists between intrinsic and extrinsic motivation 

-High Intrinsic Reward/Low Extrinsic Reward: Perception of intrinsically motivated behavior

-High Extrinsic/Low Intrinsic: Perception of extrinsically motivated behavior

-Low Extrinsic/Low Intrinsic: Insufficient Justification (when someone commits an unpleasant act for little reward they rationalize the act was not so unpleasant…intrinsically motivated)

-High Extrinsic/High Intrinsic: Overly Sufficient Justification (when someone commits a pleasant act and receives a large reward they reevaluate the activity in a downward direction.  Since the external reward was sufficient enough to motivate, they rationalize that the task was not as interesting as first thought…extrinsically motivated)

(Motivation in Educational Organizations

-By inducing students to perform educational tasks with strong extrinsic rewards (grades), we may be converting learning activities into behaviors that will not be performed in the future without some additional outside pressure or extrinsic force. (overly sufficient justification…what was once intrinsically interesting is now viewed as work due to the pressure of grades)

(Motivation in Work Organizations

-Same situation as above with one exception.  Work organizations being non-voluntary work situations (vs. a voluntary setting with school) would be largely without participants without extrinsic rewards.  Payment vs. nonpayment is not the question, but rather the degree of payment.

